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Control of ADP Resources in CIA

Summarz

In 1977 the EXCOM adopted an ADP Resource Allocation
System as a means of monitoring the use of ODP
resources. Chargeback was considered and rejected in
favor of this system.

-~ Eighty percent of ODP's resources covered by EXCOM
review, ~

-- Large (over $250K) component-budgeted projects
reviewed.

-- Follow-up system illuminates reasons for exceeding
estimated needs for ADP support.

-- Proposed investments in the ODP computer utility
reviewed,

Experience with the ADP Resource Allocation System over
three year period has been good.

Charging for ODP computer service in sueh an environment
would only antagonize most users.

-- The real trade-off: Innovation vs. Constraint.
The real resource issue facing ODP is not computer
capacity but the critical shortfall in personnel for

application development. Our FY 1983 budget speaks to
this problem.
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Control of ADP Resources in CIA

Background

1. 1In 1977 the then DDCI asked the Comptroller and the
D/ODP to make recommendations to the EXCOM concerning ways to
improve top management's ability to plan for future ADP resource
requirements and to monitor current use of ODP central services
to ensure visibility to top management of issues arising from
contention for limited ODP resources. Chargeback was one of four
options considered by the EXCOM to monitor and control the use of
central services. It was rejected in favor of an ADP Resource
Allocation System.

2. The arguments for and against chargeback are numerous
and there is no one dominant reason to choose either overhead or
chargeback as the means of allocating ODP costs. There is a
pPhilosophically complex problem at the heart of the issue. This
Agency has always encouraged innovation in the use of its
resources. An overhead system for allocating ODP costs certainly
fosters innovation on our part and on the part of our users in
the use of computer facilities. This is highly desirable as a
means of improving the quality of intelligence production. This
tends, of course, to encourage users to substitute "free"
computer resources for other (including scarce human) resources
for which they must pay directly. The incentive then is to
increase computer usage. The inevitable growth in ODP central
services is perfectly predictable as a result.

3. The EXCOM was convinced that the creation of &
deliberate ADP budget during the Agency program review coupled
with a systematic review of major ADP initiatives (new and
ongoing) requiring ODP central services would provide a sound
procedure to contol the use of ODP resources.

The ADP Resource Allocation System

4. The ADP Resource Allocation System in place today was
adopted by the EXCOM for implementation starting with the Agency
Budget for FY 1979. An ADP budget is established as- a part of
the Agency program review process each fiscal year. In the
formulation and prioritization of the Agency's budget, ADP
resource requirements are evaluated within the context of
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component and directorate responsibilities. 1In conjunetion with
its review of the Agency's Program Plan each year, the EXCOM
focuses attention on the proposed functional uses of ADP and on
proposed major ADP investments. Included are the following:

o Component ADP activities which in the aggregate exceed
$250 thousand of component budgeted resources.

o New ADP initiatives identified in program plans.
o Expansion of ODP computing capacity.
o Impact of the ZBB ranking process on requested ADP

resources .

5. In addition the EXCOM examines all prOJects estimated to
consume $250 thousand of ODP resources in the upcoming fiscal
year, thus effectively reviewing about 80% of ODP's service
effort., This results in an EXCOM approved plan for the
consumption of ODP resources for the fiscal year that is
sensitive both to user needs and to the level of resources that
can be committed to the central ADP facility. (Because of
uncertainties related to the appointment of a new management
team, the EXCOM has not yet held its FY 81 ADP review.) As a
means of monitoring the use of the central resource, ODP
publishes a monthly Project Activity Report (PAR) which shows a
detailed breakout by type of service (bateh, data entry, labor,
ete.) of the consumption of ODP services by every office and
division of the Agency in terms of an accounting dollar charge.
This report is sent to all office and directorate ADP Control
Officers. In addition, we monitor the expenditure of actual vs.
projected resource utilization and notify the O/Comptroller of
any EXCOM-monitored ADP project that is going to overrun its
projected use. The O/Comptroller requires a written explanation
from the component of the reasons for the overrun. This process
was amended in FY 1980 to require the reporting of major
reductions (20% or more) in expected usage rates for reportable
ADP projects to allow ODP to plan more effectively for the
allocation of the unused capacity.

Benefits of the Allocation Process

6. The ADP Resource Allocation System provides the EXCOM
with the necessary information concerning component plans for
major ADP investments of their own (e.g., the NDS upgrade at
NPIC, the CRAFT project for the DDO) and ODP plans for computer
system upgrades and major projects to be supported with ODP
resources. The ODP investments in the computer utility have been
supported as a result and our ability to provide utility type
services has never been better. The visibility afforded ODP by

the process has been beneficial in obtaining top management
endorsement of our plans.
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7. We believe that the ADP Resource Allocation System is
the appropriate vehicle for continued EXCOM involvement in the
ADP process. Having obtained EXCOM approval for ODP plans to put
computer capacity in place and component plans for use of ODP
resources, chargeback has no role to play other than to heighten
tensions between ODP and our users, stifle innovations such as
SAFE, CRAFT, and the ODP sponsored standard terminal, jeopardize
the funding for necessary and expensive administrative systems of
Agencywide importance (e.g., PERSIGN, Payroll, etc.) and force
uses to seek out ostensibly cheaper nonstandard ways of solving
their ADP problems at a time when the entire computer industry is
agreed that standards are essential to holding down costs.

Effects of Chargeback on Applications Devélopment

8. The real problem we face centrally is the dramatic
shortfall of application development resources to do what is
needed. The ADP Resource Allocation System was not intended to
address this issue. With the demand for new application
development far in excess of the supply of qualified personnel in
ODP, charging for even this type of service will still leave
components who are able to pay waiting for help. This will, in
turn, provide incentive for them to turn to outside contractors
for software development that cannot wait for ODP. Such
development would bring the added danger of nonstandard hard-to-
maintain software which we would be asked to convert, or even
worse for which standalone computer equipment would have to be
purchased. This very serious shortfall in the supply side is the
reason for the software development resource package of 35
positions at the enhanced level in the FY 1983 budget of ODP.
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12 March 1981

Comments on Charge Back

Positives

The budget of the user will provide a control
over ADP expenditures.

Encourage off-hour, low priority scheduling -
it will be cheaper.

By the way--We now have a charge back system with
out outlanders. We provide the body and the user
pays with a real slot.

Encourage use of different resources with pricing,
i.e., cut paper vs. regular paper--high charge for
tape setup and tape storage.

ILLEGIB

ILLEGIB
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12 March 1981

Negatives

If costs are not commercially competitive,
users will take their business elsewhere.

The algorithms for recovery are often complex,
and therefore may not be consistent.

Manpower and computer systems necessary to pull
it off. It must have at least two additional
people in MS,

The rich users will get all they want, the poor
ones will go back to the abacus.

ODP has been successful in getting funds for CPU
upgrades. I don't know how this will change the
picture.

The information stored in our data bases is an

Agency resource-—often used by more than one office.
Budget limitations in one organization, may retard

the effective use of computer systems in other
organizations.

Approved For Release 2003/11/06 : CIA-RDP84-00933R000400060012-1



4 Approved FQrRelease 2003/11/06 : CIA-RDP84-00942R000400060012-1

The following are some pros and cons on the subject of

chafge back systems.

PRO'S: ° Provide truer perspective on real costs to allow

CIA to evaluate program pay-offs verses costs.

°© (Clearly differentiate ODP sales verses overhead,

allowing us to improve service and productivity.

° Force measurement of real costs by ODP, sharpening

our ability to estimate for new projects.

° Take ODP out of any question of favoritism vis-a-
vis other offices or staffs, and allow Agency

to truly budget the services.

° Will probably significantly reduce maintenance on

marginal software when they have to pay for it.

° Allow a more realistic tradeoff of ODP verses

contract services.

CON'S: ° In many cases, redquires very significant budget
adjustments of CIA components, probably not
implementable until FY 84, considering
impediments placed by comptrolling and audit

processes.

° Places ODP on a demand services basis, while
we are still inflexible on hiring, adjusting

machine environments, and talent mix and mobility.
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CON'S: (Continued)

° May orphan a number of systems which serve a

lot of people a little bit.
/

° Will directly impact our attempts to generalize
applications, when we are cost accountable to

one client.

° Implies measuring and accounting which we cannot

support with our present skills and tools.

The major result of implementation of a charge-back system
would seem to be the potential for increase regulation of the
demand for service. That probably would occur but so too
would a larger degree of dysfunctional discussion making.

This would be especially there in the DDA where the offices
like OL and OF are highly interdependent. |

A charge-back system implies the ability over a require-
ment to make resource discussion on a decentralized basis and
also implies that the profit center would have the freedom to
make investment discussions in support of the demand for
services. Simply put, where today's customer has the right \\
to request services in a charge-back environment, he would \\
the right to demand serxrvices. Given our constraints on }
hiring personnel, that is, the time frame it takes to get i
someone onboard, it would be impossible to react to any

shifts in demand without difficulties in adjustment.
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Finally, I would conclude in saying that it would be a
far simpler life if we, in fact, could conduct our operation
as we would a commercial software enterprise. If we wére
a profit center, or ewen a cost center, life would be much
simpler. Many decisions would become almost automatic
functions of sales profit. However, we do not have that
luxury, nor do we even have the luxury of simple return on
investment decisions that we would normally accrue to a
corporate body in command of their funds. Our limitation
on funding things at single year increments and having to
budget three years in advance, places extraordinary limits
on the flexibility of making capital investment decisions,
whether that's in large software systems or hardware systems.
It would seem to me that we would run the risk of becoming
the other constraints we couldn't deliver. And yet each
customer would be our captive to the extent that, for the
most part, due to security reasons they wouldn't be allowed

to shop around for competitive services.
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More

° Any requirement for Offices to budget and pay for
programming support would lead to more "quick and

dirty" solution by home grown programmers.

°© Who would initiate multi user systems and from whose

budget would they be funded.

° Why not give the ADP Control Officer more clout to

screen requirements.

If we decentralize the budgeting and funding process
why wouldn't the next step be to decentralize the

resources (ie programmers).
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SUBJECL ©r Central Plaming and Control of Actoaatic @ g Froo osing

D 1 UR 1UPROVENT

In a 16 Decewber 1976 moworandum to Cxecurive fdvisory Group (RAG)
membvrs, the DICL delined Tonr fundovental issucs he wished the EAG to
resolve in order to ilmprove central management of aulonatic dat: pro=
Sing <1J]L) within ( TA, e acked the (()din'f()llﬁL’»ﬁﬂ(] the Director of

Dotd Processing to make joint rcecoanendations at the next BAG session on
ADP with respect to Lf e first two isuues, which were these: N

"First, how can we nonilor current month-by-month use of the co Ttral
services prov1m<d Dy the Office of bata Processing (ODP) in suc
a way as to ensure ”1‘lhlllty to top management of the uny demands
J\lng levied on OU by hgency conponents and pormit Agoncey-level
naGe on priorities when contentions for 1linited ODP
ystem which
/

D’

U

~
resoirces arlse? Tne proposced RDP Resource Allocation S
P 1

the Directo: of ODP summarized for us (at tﬂm Novoemser B Letings

on ADP) resonts one way we micht accomplisi this. what other

options axe Lher e? I want the Oifice of the uuﬂptrol1or ; UOP to
a

outline the opticns available to us so that we may decide wiong them.

Second, what can b2 done to izprove top mnn49°r1nt'c ability Lo plan
for Fp%urL DP resource reguirements so that we may assure ourselves
that the ldLao ADP budget increases we are expericncing are in the
overall 1nlorcgts of the Ageoncy?  How can the koy ADP Inwvostnen
‘osues we face be brougnt forward for top BN ;
we way establlsh guidance for the budget plans I
lixe the Comptroller fu roeview existing A0P n'&JLHﬂ U]"ﬂ'ﬂg Lro-
cedures and Su»;osf chat 1¥os woich would lnprove our aoility te fozus
on mzjor ADP investnent igsues--including those whicn do not rfall
under COP's jurisdiction, as wcll as thoss which do. This should be
one for the zane EAG mzeting.'

D ke

%is 200, tha CI wointed out thab during the Y 1978 budget revicew
mittce on Fo ICL}ﬂ Tntalliqﬁnéh (CFT) and the Office of Hanaygcenent and

OMB) had said that central manogsment of the Augency's ADP activity

ce irproved. The cuts they imposed were in fact spoecifically in-

Lo stimulate such ingroverent. This polint wis reinforcod on

ry 19/7 when the Policy Review Comnittee (PRC), successor to

included the fo losing admonition within its LY 197° guidance

Sive greater envhasis to control of ADP? resoarces and provide
agenent with oh 05 of reviewing ADP thElLlCﬂt]C 15 from

point of view," ILLEGIB
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Tnere sccins Lo be no question that dagroved nomns of oocty 2l 0 iy
and control of the use of ADP resonrces are nocessary. el Teoadn Tan
is the dogree to which central planning and contrel dg desos 2 o 4

PR RSt

extent to waich BAG menbers are able to devote tine to this | insatt.

PLANNING (Issue § 2 above)

In an oxamination of alternatives, it is best to begin with the
sece. d issuz identificd by the bDuCI--planning. Plunnlng is prelisinary
to monitoring, and it cocompasses a larger sehere of ADP octivity. he
firet issue--one of control--focuses exclusively on the cont:sl corvices
provided by ODP, which are ccsentially "lree" to Ajency component:s regh 2siiing
theim and are therefore unconstrained by the limited resources of - he |
corponents themselves.

A

Planning is geared to the budgetary process.

" ')O ‘UJB r.*lz.):;ot

As things staond, the Agency's "acP budget! dos not really represent a
coharent budget or program at all. It is merely @ swnrary-—-a oot of totals
wnich are put together each ycar by the Office oi the Comptroller from
special ALP Seﬂﬁjhl?. submitted by CIA components prior to presentation of
the CIA budget to O3 in Octobor. ithis year an AP orovidasd
to Congress as well (7t its renewed request), in the sa cacribed
format.

Our ADP budget is also raether arbitrary in na%ure, as the result of
technological progress which is making it increasingly difficult to define

clearly what constitutes “ADP." For czample, s 'ialwpurpose RPIC corputers
are cxcluded from the ADP totals. OCR's r“ojﬂct ANSTAR (to store docuarants
in an autcmated wicrograchics “jstem) is also excluied, al it is

managed by ODP and al!xovgh 185 ircludes a similaer project (HORIC) wichin
the ADP totals. n@yde'lﬂg tn. ADP portions of wur SIGINT, coorunications,
printing, and worc-proc c:slng activity hes proven to D2 uwarru1f Tt has
also been difficult in many instances to decide how pouple verfor P
tasks stould be identificd in the CIA bd’WLL. For exanrple, ueveral jINe]
enalysts are now prograsning on their oo ske-siagz compuber tarininals,
Are they & g

nalysts who program, or cre they coinpuicr Drojraineis who analyze?

Deficiencies notwithstanding, the J Agne cy's A2 hudget, follecwing cuts
by the CPL and O« for £Y 1978 (81 million across Lhe board and $1.7 millicn
for SAFE) shows that ADP cxpenditures are not only contirning to increase
steadily, bubt are consuning an ever—increasing portion of the Agency's total
Budget:

25X1
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a. ‘Ihe definition problom, wenticned above, 15 very tranblecons,
varticularly as ADP Locoaos an increasingly 1xwtr<,‘fal pare of
rany of the things we do on a decentral ized basis,

lecisions involve technical coeplexity which often hinders

b, 72DP ¢
the presentation of key issues to general menagers in under—
standable terms. .

c. “Yhe ADP budget is wade up of numerous bits and pin‘es which are
Aaifficult to u)lroﬂdLQ for clear—cut decision-making; yet it
is not enongh to review only the large projocts if cunulative
growth is to be succexsiully controlled.

.

"\ &. ihe use of cxisting ADP syuleois, the need to effect inprovenents
~ A ~ s
in t)om, and the rany rw~brate initiatives which typically arise
' during the operating year have vroven very difficult to predict

with any so-cificity two yvears in advance for the novmal program

review Process.

ine above prablems will naver be conpletelv surmountadle. - However,
better information regarding plenn=g ADP activity, properly presented in
a forn which can be vnderstood by central easgement, can 9o a long way

: toward their alleviation.
 significant step has alicady been taken in this rogerd:  The FY
= 1979 Progvam Call, for the first time, reguests (1) that all iecource
i packsses submitted by components this Spring include a statcwent of
. their ADP requircrents (funds and positions), (2) thet conpinents submit
MOP cunraries for i?ﬂ Juna reviow nrocess (as well as for Ga3 and Conjress),
(3) _hat ADP requirements be included in curponznts' five-yecar projections,
end (4) that reauirements for new systems be fully explained and justified
’ within program pacxajes ’
L nssic informaticn, therefore, previously unavailable at review time,
5 ! wilL Avw becoma centrally available from progran sobnicsions. This date
; can 2 o sructed by the Office of the Cugptreller into a spoecial ULObwﬁ—
il tation, within the Ljency Program Rook, for EAG aiscussion and DOCI d cisicn.

the ouestion remains one of scope. Certainly, the ¥AG will wish to
coizare the overall AGP to 5]5 and the general thrust of our Agency-—wide
ADP activity. BDeyond that, the BAG wmay choose to perform little additicnsl
revi w, to direct forither attention to significant program elarents, or
to evarnine the enbire ADP proaram in come detail.

2 BN 94

2.3

Vove ssrecificelly, there are four hasic cphbions: -
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. 2.3.1 Oution 1

Limit EAG review to a broad overview of the 1Y 1979 ADP prog:m which
will be Lormed from the individual proposals of scparate Agonoy Coun-
ponents, concentrating on such things as comporisons with ©0 1978,
directorate shares, and broad functional breakdowns of use (e.g.,

for administration, imagery, SIGINT, narechecking, intelligence
analysis). While this may sound like very little, it wonld in

fact represent a significant departure from the past, in which

10 such review has boen UMJGLLQKLD. The disadvantage of this mininal
effont is that it provides very limited ability for tne EAG to
modify the ADP budget intelligently or to appraise any tiade-offs
propecly. This approach would censciously perpetuate the cairent

: dzlegation of ADP decisions to the dircctorates and oflices, ab.

2 : lecast for the time heing.

2.3.2 Cotion 2

Al
Th aadition to the above, the EAG would focus its sticotion nmon
r . il
the most ilumportant elowents of the progran: S, NPTC's New Data
System, ODP's expansion plans, and any lmportant now projects iden-

tified by the [ESOUrCe packages.

»

2.3.3 Cotion 3

Tre BEAG would concentrace additionally upon
the other components sgending more than $250
QL, OCR, OJO OD, oW, ODiT, @nd CRD, as ort
the approximately 20 projects run for various
which are EVP’CL@Q by ODP's best estimates, tO kOg sore chan

$250 thousand in the progrem year. JAnotner threshold mioht be chosen,
but this one is convenient and would permit clese scrutiny of ¢bout
70 percent of the ADP budget,

1

he entire projected A0P Dadyel, which would

15 possible, in cerms of upderstornisble DIo—

gregated and highlichtea (e.qg., S14R, the
ccoanting syscom, ctel).

~

be presented, 1nsofar
jects, convenicntly g
personnel syscem, the

The EAG would cxanine tl
')

'“» L._A

So additional resources are reguired to cxercise any of ih

tiuns, exceot that increasing armounts of managerial tlme on the pact of
0DP, the Office of the Comptroller, and ¥EAG meabsrs themsoclves would ob-
fhy r

viously e involved.

‘ﬂuutlon

Lo oupon the

Cotwon 315 rocon

imanns, b oapprars o catlony hes M OS50

o0~ <4 - A T Db ey o~ o ~ -
nis o ostolamnent of ihe looun cbove. Cphions 1 !
Gouon, thoush cption 2 would provide a respectab

W e g e ae e S IR . R e o F
-
H

5 -
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vear. Option 4 is probloratic, in (unt Cov's L0 poveent of the ADP hndget
cannot e brolien drg pIkC15ﬁ1V by project or cven by ucing cosponsnl Lwo
years in advance and is best manaaged thLowmn a contvol rwechanism which
functions throughout the operating year, discussed holow.

Cotion 3 would 8llow the FAG in June to sct deliberate ADP program
totale, to agree vpon functional avolication areas which h(u]d receive
emphasis, to make realistic resource adjuzstments awong the Jarge ADP
proj(”*" as necessary, to curtail Y project initictives .?i‘h agetar
to reguaire further study, and to review ODP cxpansion plans. 'ihis approach
would aleo best conplement the option recormenied in the following secticon
to control requirements for the use of OOPR's central services.,

A . Whichever option the EAG selects, the planning process shoald be
L@j'ﬂ augnented during next vear's (1Y 1950) prouram revicow vrocess throudh
By EAG consideration of ADP es a key topic for the provision of guidance

e vrior Lo oregram preparation by individual Agency coapon@nis in the Spring

of 1978. '
: 2.5 LOILP’ Flinning
P ing has been discussed above exclusively within @ program
L >,uxy context, becouse that is ti \a2 the plonning issue was
oo ) Yoserving CunSJQeration of AD? craanizational iscucs (the latter
N ' defined by the DDCI in the zbove-cited merorarduwn) for dis-
- the next UAG meeting on ADP. Mevertheless, it is important
] Eze here thot central ADP Dlannlnq should involve more than
IR | vy -and budaeting 1f ADP is to e kept cost effectiv
"'ﬂ reonly feel the need for an inter—directorate ADP policy planning
: Which wow]d fnncfion Jjust below the EAG level. Prior to BAG
4 or the FY 1980 rrogram, this coamittee would
b ies of m“Q inas to discuss Agencv-wide ADP goals, issues, oppor-—
k tun“t’ﬂ" znd priorities, and to produce a mwltl-WCur plan s a basis for
; the s ent establisiment of EAG volicy qu nce. ‘'The comrittee could
also c2ivz a role within the Dﬂh:“LdLy proc:ss itself next year by westing
to revicw “he nresentation of ADP in the Agency Progrom Boeok imeediately
|28 10r e the BAG review itself. It would certoinly Find other opportune
- times to 7 et as it becomes established.
- This comnittee, we suggest, wourd probably best be covpossd of the
+ directors or deputy directors of the irajor offices vsing ~AC0P (NPIC, OCR,
and 153), would include representatives from CC, 0L, 08, CORD, Cos/Cen.,
and the O/Compt., and weould be chaired by the Director of Data Processing.

Vo2 believe the BAG should withhold decision on this "‘*i‘(ULaf
pro:osal, howover, until the noxt BEAG session on ADP, wnich will discuss
related AL2 organizational issues.

1 6
! f
PR S
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’TU‘"¥“'E Op Coniial, SURVICES (Tesue #1 aboave)

This section will adidress the fivst fooue JGoatifacd by the DxL--
that of devising a woans of monitoring the current month«bI—VOnLh use
of central ADPR corvices provided by ODP.

These services represent a finite rosource which is norially acquired
in large blocks kecause of cconomies of scale and limitztions of the hacdware
sizes that are available. ‘The capacity of our hardware systems does not
reprosent: a hard limit on how wach work any given system can sccomredate.
They will accept an overload, but service degrades and backlogs occur,
During cverload pericds service becomes inadeguate qard unacceptable,

Reserve capacity is uﬁnally plenned when new systoms are acquired in
order to satisfy peak workloalds and provide for growth. Thire are some
views in the ’~>rpy that this rescrve capacity should be used Jjust because
it is there, it is paid for, and it is "free.” hvuuver, as this reoserve

copacity gets consuined,. 1t hast.ns the d(Ay vhen a lary system nnst be
pﬁocurcd. The w“ot quective way that major hardwnre Q-u\n0‘1JL3: for
central services can be controlled is to control rn use of current cystem
capacity ﬂnd the rate at which reserve capacity is consumed.

Accordingly, it is our view that senior managewent n2cds to do onore
than monitor monih-to—ionth use of central services. (It has bwnn anle
Lo do that since’l973, as cxplained below.)  Genior anaden st also

J —
control the month-Lo-wonth use of central corvices.

m_of Monitoring

At the beginning of r¥Y
rcbivity Report to cach of

&

73 OnP srartod distribating a sonthly Project
Fi nsing central scervices.  This report, which
was forwarded to office directors, containzd UFLrl]PQ crarges for coch of
the secvices at the project el. In FY 19 a Rosource Allucation System
was aporoved by the Agoncy Managament Ccmnittce to improve manag: -
over the use of central services, JuL\ gystem was unsuccessLul g
no (13 r responsibility was established for review and control of central

201N

19
ic
£l

m r!‘ 0 k:‘

T} refore in FY 1975 office and directorate 7DP Control Officers
nqud to review requests for allocations of central services at
wnnwug of the fiscal year and in roguests during the fiscal
Hiowever, the Resource Allocation Systenm was not continned in 1Y 1475
the Comptroller was not able to reach an agree sment with ‘hg direc-
on reducing their requircients for uDP services to the ilable
. (It turned out that tihe components' projected xv%ui.; nts ware
2ted and the actual workload was within the existing cagdc1ty,)

Currently, monthly repocts showing the consnrphion of OLP services
by cacin of 41 Ageney offices end divisions are produced.. For example, it
is mossinle to detcraine how noch of the service given o the Office of

C
Finence went to the Financial Desources System.
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‘ ](" rs. Ty ave cxpocted to rovicew their © 00 wnts' nse of 0P
servicoes and l:o detnomine wocther the level ol sorvices usced wos gustilicd,
4 3.3 Options for “\11t011nq anc Control

There are many ways to build a system for managoment to monitor and
control the use of contral services., Sowe options only provide a monitoriog
capability, such as the current system, which shows what ”cvel oL 1P morvices
is provided to cach component. Other options would provide an oppoctunity
; for nj““Cy fanagaient to control ag well as monitor. For cxoaple, anagonsnt
A could place specific limits on the level of scrvices to be provided bo each
corponent and then wonitor the use of these scrvices. Also manajonent
could review and approve specific projects requiring ADP service Lo onsure
that their use of ADP services is justified. Another cotion would provide
for corponent managoment itself to control the use of AP sorvices by

S S budgeting for ADP services and paying for services rendeced.  Under this
option “4oncy~lhvel menagenent could reviow and control as the rgency's
Program is being developed. v .

It is very luportant to urdorstand that whichover oprion is chosen
to swonitor and control, its cffectivencss will be dircebly vroporiional to
the arount of managoment time that is allocated. Furthorsore, the option
choszn should have a link to the planning/budgeting process.  The orovider
of central ADP ,tLv1c~P, 00P, should not be expectod to control tho nanner
in which the service is u°fd because this would pluce OD2 in a conflict of
interest situation. Insteoad, control should be effccted Ly the sane
ranagers who arq eceiving justification and controlling-the use of olnher
Agency resources.

3.4 Spacific Options
Four basic options for monitoring and control are exauined bhrlow.
Fach option could stand alone or could be canbined with anciher ootion
to i

ke cdventage of a strong feature. Several variations of crch bosic

e possible,

5 of Trends in ruwgn Ly Use (Option 1)

‘Iha exlsting Project Activity Report would be provided, viich ineludos
Sy conponent and pro’ﬂct inis roport shows fEnpower and

Luﬁputo facilities uvsed during the previous month and toials for
fizcel yoar. In addition, a narrative analysis wonld discuss sionitic:
charyes irom previons wonths in terms of service provided to major uoe
as well as the total avount of service provided to o1l users. A
of the dxta aistributed could ke revicwed in the inonthly Comgtro
meeting 1f desired. The informztion provided by this cption is af!
fact end no limitations would be placed on the lovel of scrvico Conponents

Can use,
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3.4.2 Booc AlToration (Option 2)

wjorcy ceononents would be annually allocated a loevel of AR sorvice
by the Coiotroiler. Uhe level would be based on the previons consompt ion
rate ploc any wajor new rovuireinents. By limiting the allocation, the
consurptlion of reserve ADYP capacity u)ulc be controlled. pDuring the
allzcation process conllicting priorities could be cxanired by the
Coirs *roTler. Honthly reports on actual consunmbion rates would be wruvidwr
by Coo. e reports would be revicwed daring the monthly Comptroller!
reztings and a provision to mect unexpectod neods would o provided by
reallc aition docisions.  Sorvice could be terminatoed if an allooabion

is exczziod unless manngenent decides owa~/|se. nis opltion coald nrovide
a poiitive control over growth,

]\ 037 5

eview (Option 3)

Anro2all major nsers would oxoreos Auireironts in the form of

14 & iy
"Procects' waich would state the 1wv“l of corvice nocded.  [ach project
J L

1

would also include a stateircnt of why soivice is nocded with the Justili-

c:"ﬂq tied to the conwouont's miadlon. Prozocts vould be presented to the
EAG To LOVJPW. The A5 would bhe advisc oL whethoer central service oon

r
accooincate p,uiu,La projects without cupa
apgrove or d: the projoects and LO”1O st priori
Proj-ct J,L3v1tw R«JOLL could be used to
In a3dicion, Alocj4j1 monthly revorts on act
wiich had been reviewed and validated cculd be provi

the BAG would cilher
s.  The cxisting

“Geatonth aclbivity.

n by the projects

aesired.

~
-0

A
(Oprtaon 4)

e schedule for the various cantral scrvices it

provides. The schadule would b2 structurnd to asoure fCQbUﬂquQ thﬂ]]J'A
s. The using corpeasnts would include funds in their bodcsts for

purchasing central ADP services at the published rates. At the booinning of

cach \bul year a PRA-Lype account for thesz central scorvices would be

2d for cach c wnb. onitnly roeports would D2 providsd to

s showing thei wsutption and balance.  Capital oublays for iezjor

2

GoP would pablish a rat

N
1
|
3

sent onrrobably 5“ou1d not be includad in the rate cchooule unlons
capical [und could be coioblishod. Pherofore, 002 wonld Lo et
Lor major couipioent widitions,
3.5 1iens )
Ine four options described rhove are conpared below in terms of sirengths
and vwzakreeses in the 101“ owing arcas:
2. senior ranagement nonitoring of menth-to -nonth use [ entral

ADP sorvices;
Do osenlor manzgoaent control of prioritics ond growth;

R o T T NT P
Mellits of LR wne;

c. Vvisibility of cost
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d.  link to plonning wnd budgeting process: and .

e, cost to establish and adininister.

alysis of Trends in vonthly Use

O.Llon 1:

This option provides good visibility of month Lo-month use of all

Services but it is ofter-the-fact. There is 1o opportunity for wanagonia
to control use. It is nob Lo%;1bLa Lo determine the cost/Lonelit bo

an invostment has boen mwwﬁ in a systan.  This option could be used
resolve short-Leom priovity iss ov but 1t does not provide a link Lo

planning and buduet1ng rnere would be no additional costs to leplonont

and caminister this system except for the Line required by scnior unagsoont

Lo review the wonthly reports.

Resonrce A}]OumLLOn

15 opticn provides good visibility and the cpportunity to contiol
the office or division level, . “1he nain value uOHWd e Lo control
ate ab which roserve ADP (,:.L_,JC,JLY is (;f;ux:,u,f;»xi. There wovld not be

i <
any 1ink to planning and eting for aiditicnal poecity. This
counld ke used to resolve shiort~term priority sues, It does not pre

ary visibility for cost/benefit comparisons,  Ihe cost and
gplement Lihns system would be minimal ot for the tine used
for montily ceview.

1
Dpticn d:  Project Peview

sibility of the lovel of
recuived for cach major ap; The bonetlits derived by
office [ram Lﬁe use of thes: : 1d be clearly identif
woll as the dirnact of each zupli ion on iihe capocity of the couo
e opporiunity to control
o of epproval/uin.
ion of nbP ron
muan~Lon.
ng and i

co inplemnent w

This opiion providss

IO Fanageic
ADP vesources with the full
en the wmizsion of the user coancnent.
approved sajor eoplications could be monit
Project Raview could be rezdily linked to
descriood in the PLANAING section avove.
initially include aggxox;mJtoly 24 hours of wsenior manage
tire to rezvicw and validate carrent major applications. T
less time would be reqguired o review new projects and proviously aunrowd
projects WLtﬂ signiricant increased reguircsents. In eddition, there weuld

be reavy iavolvensnt by vser offices and 022 in oreparing project information
for rianagzment review., This is tho only cption that provides senior
inanasomaent with ab 111Ly Lo roview ADP justification From a LSer pointk of view,
in accordance with PRC guidance Tor 'Y 1979, ‘The time for inpleiantation
vould e four h“ﬂLh

a5

7

,)

10
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Cption 4 Chorgeunek :

This provides visibility and the oppertunity for maiageonsnt control
budget process.  Decause it places full recgonsibility on weinyg

y it weoald require a minimom nnuunt of conior managoment tiuo,
In =3dttion, it could providn nqu ol the advantages of Cotion 3, Projoec

-
xviow, above, but there 1s nger that resources for 2D2 would becore
buri=ad in the overall bw“get Because of the vnccrtai.tiog this optizn
could introduce into ODP planning and budgeting, rogulations Prwnqbly

,,r:iinhl (1 SR2rVIees

noents fromm o

\J

shosld be published prohibiting user cos
Ifrom other sources for a three to five year period until the Chargebs
systom has a chance to stabilize. The cost to dovelop and inpleront 'f"Td
kn zpout $400,000, including five workyears of developrsnt, «nd the cost
to zdminister would include at least Cour full-time positicns in ODP
mal corputer facility oprorating costs of $150,000. Additional
would be reguired in cach user component. The tine to ligloront
ceed one year.

Recoaerdation

A

Project Roview (Option 2), coupled wit h
| geTolottior ﬁgmd above, represents the most practi
naging the growth of central ADP services et SIS
Atlccation (Cption 2), while less Ufr“Cti”P as a planning vehicle,
previde for effective near—term growth control.

HDED ACTIONS

"N FOR RECOM

a. EBEstzblish a deliberate ADP Dudast during thoe &g SrOQram
roview *n June--focusing broadl of ADP,

y on fonctional use

on the Rey conpaler projects of AGEACY 0O ts that will
creend over $250 thousand on ATP during th JreThovoar, on
CoP-sugported projects which are e,n«wind to cost ever $250
thousand, on ODP'kvr:nsion nlans, 2nd on ony Loporitmt noew
projects identified | ar

Duaring the eperating year, perform a thoroosh, o
of the cost effcctivenzss of all mrjor projects which are

——
o
.

currciatly supgported ny GJD'“ central services ~to La pross
in a briet, understandable forirat <o that jostifications ray

e appreciated from a wa zrial point of viow.

ndations should serve to sabisfy uu\h our tudget

S L

Thase two reccune
inars and curselves that the Agency has revicusd maltor ADP inve
2Iog In ectabliahing its FY 1979 proaram and shoesld pfovine a 50nnd

“Aure to control the use of ()U‘“ contral servions,

A W
[ .
CL T

¥
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o have avoided detailed elaboration of our recommandat icas 2ad of

the otheor options wo have presented in order that the PAG wmay Jdec 13 oo

them with a anininum of complication. Much work will have to be donn to

arrive at a precise means of uplesentation following the receipt of EAG

direction. Ve envision, however, this timetable 1T the BAG accepts our
two recormendations:

~pril-=July 1977 Dovelopment of project review system and
of project.preventations by ODP with the
participation of uscor compononts;

Miay 1977 Comptroller preparation for EAG roview of
FY 1979 ADP prograun;

Jun= 1977 EAG session on ADP program (within the
context of sessions on the total Agency
‘ program) ;
ugest- 24 hours of En rﬁo“'ng time to reviaw
Nevember 1977 OCp-supported projects;

FEAG provision of guidance on ADP for FY
1980 program preparation (within the context
of guidance for the total Agoncy wiogram);

1978 f Same schedule, but mnch less of an BXMG workload,

since thv FAG reviow of QDD -supported projets
would concentrate on new initiatives and on
needs for significantly Increased rosource

requirem=nts.

L LELOI A JP TTcy /, T s v e Jay 10D
' ﬁlrvcfor of ﬁ'*%%\jWWSSLPg Comptroller
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oDP 637-77
5 april 1977

MESORANDUM FOR: FExecutive Advisory Group Members

SUBTECT . Dpefinitions ot ADP and ADP Perconnel

1. ;41311"J\1{§f

Suranarized below are the pruesent definitions of ADP
systems and ADP personnel that can be found in authoritative

1 roou]afAOns afL17uab] o CTA. Paragraph 5. prescnts, for
vAG approval, the definitions consistent with thewse rmgu~

lations that “ppcal to be nost suitaeble for the purposes
of »lannirg, budgeting, and mancgenent conirol of nJP in
CLA.,

2. CAL%G«UUWD

’

Ihe basic law from which all policies, regalaitions, and

snidelines in gevernment-wide ADP procurcment and maagenont

)
O
~

derive is P\bgjc Law 8°~ﬂ06 or +the Brooks Bill (dated Ociuober
1965) Serivalive Trom the Brooks Bill are three governnent-
wide policy directives of interest in this olo*wnsion:

a. GSA's Fede Cireular TA-2 (FMC 74-2)
dated February 25, ~coment information
system., This circular prﬂ%ﬁribes the policy «nd criteria
for the continuing developuent o;ia ranage.ent infooratio
system (MIS) containing invencory, foctional use, and
financial managewent data on Fed:zral Agency ADP aystems.
(FiC 74-2 1is codified in Lhe Code of rederal Regulations
as 34 CFR 281).

b. G5 Civrcular 74-5 (FHC 74-53)
dated July 3 BIEE ﬂi);uol’”ndb ‘policies
for +the manag Lnont, cac<u1 'iion, and ntilization of ADP
equipment (ADPE), software, waintenance, ADP-rel Tated ser-—
viceé, and supplies. (FMC 74-5 1is codified in the Code

of Federal Rec u]a ions as 34 CFR 282).

o OMB's Flrgu1d , dated July 16, 1876, Gdeals
with guidance for the pre; tion and submission of
budget estimates A-11 data for federal agencies
cn the &CQUlblt;un, SIPIENe and uve.e of MDP.

e . - . . - A - e B - . e
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FHC 74-2 and FMC 74-5 provide definitions on 202 ecogaiyp

6060012-1

ment, while 3“8 A-=11 provides a fromework for a defirsition
of ZDP personnel,

3. AVAILABLE DEFINITIONS

a. TIFMC 74-2 provides the follouwing definition
for ADP equipment:

ADPE includes "c¢eneral purpose and special purg oo
(built to Government specificaticons) electronic
data processing eguipment and punchecard accountind
machines irrespective of use, application, or
source of funding."

For the purpose of recporting, however, the Lh:

exempts analog computcrs (but not ihe dlg1tal pOl|

. of a hybrid system) and ADP cguipment "which is bw'h
integral to a ccmbat weapon or space Sysiem, and
built or modified to special Government design.'
A partial excmption from reporting is also QLOVId'd
for control system eguipment, defined as "ADP2 eqguip~
ment which is an integral part of a total facility
or larger complex of eqguipment and has the primary
prurpose of controlling, monitoring, awalyzing, or
measuring a process or other cqawcment

1

b. FHMC 74-5 provides the following definition of
ADPE:

"Autcomatic data processing eguipment {(ADPE) moans
genaeral purpese ccamercially available, ond mass-—
produced automatic data prc C@“SJDg ccmzonents and
the hardware systems crcated from them recardless
of use, size, capacity, or price that are designec
to be applied to the solution or processing of a
variety of problems or applications and are not

specifically designed (not confiqgured) {for any

specific applications. It includes:

a) Digital, analog, or hyhrid computer egu. >
ment; and/for

"b) Auxiliary or accessoral eguipment such ¢ S
plotters, tape cleaners, tape toesters,
source data automation recording eguipnr: at
(optical character recognition ©qg uihmen‘
paper tape typewriters, magretic tape ‘t‘

ridge typecwriters, and other data acqgui-~ -tion

devices o be used in suoport cﬁf(ilui* =1,
! Py
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analog, or hybrid computer coauiviment, either
cable connected, wire connected, Or oelf-
standing and whgthcr selected or acquired
with a computer, or scparately; ond/or

_ c) Punched card accounting machines (PCAHM)

] : used in conjunction with or independently
of digital, analog, or hybrid computers,
and

. "d) Data trancmission or cowmunications cguip-
- ‘ ment that is selected and acguired solely
' or primarily for use with a configuration
of ADPE thch includes an eleclronic
computer, "

. c. OMB Circular A-11l refers to the definition in
’ FMC 74-2 for ADPE. On the subject of ADP personnel,
A-11, however, does provide guidance. For the purjpose
of budget reporting, agencies should use their cwn
"wwork distribution system relative to ADP" or, in
i the absence of such systems, A-11 provides guildelines
. ] that can be paraphrased as LOllOWS: LADP persconnel
are those individuals connected with ADP or ADP-
related support functions (e.g., ADP policy and
mdn@ﬂCmpﬂt officials systems development and opor-
ations personnel, qphlo arial support, etc.). In-
cluded are per‘onngl from ADP user organizations
"principally assigned to 2DP support {unctions for
the user Or”qandtWO“ " However, perscnnel in userx
organ17atwons 'who %Jmoly use ALP incidental to the
verformance of their primary function" are not to be
considered ADP personnel.

e

rf)

USSION

N

The definitions of ADPE as presented in FMC 74-2 (with
ad exclusions) and in 'C 74-5, are cc,clally consistent.
1 he

ey f&
Ve nelieve, however, that the FMC 74-5 definition is preferable
for the following reasons:

a. FMC 74-5 specifically includes the gamut of
s, analog and hybrid computers.

e and foeciél purpose hardware that, we believe, 1s
applicable in the Agency envirornment. FrMC 74-5 in-
, under 2ZDPRE, specifically configured, gencral
purpose cosiputers, whereas FHC 74-2 does not address

this issue, TFMC 74-5 cxcludes frem the ADPE category

b PMC 74-5 makes a clear distinction between goeneral
s

L - e . - - ce e g e . - vee e s . Ce e

s .
| : R 15 T
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spatifically designed hardware used for a specifice )i
cation; 1'MC 74-2 treats this toplc more narrowly, only
rxcluding control systems and weapon-—- and space~related
hardware

The definition of ADP personnel given in A-11 1is con-
sidered useful and appropriate for Agency purposes.

The problem area in the A-11l definition is the inclusion
of user organization personnel who are ”>13nc1>3JLy assigned
to ADP support functions.'" Dispultes as to whether personnel

should be described as principally assigned to ADP support or
to analytic or some other type of support for the user group
would essentially have to be resolved on a case-by-casce basis,
Ultimately, some degree of imprecision is probably unavoidable
in definitions of this type. But what is clear from the A-11
giidelines is that "ADP personnel,” by Cefinition, can and
do exist outside the confines of the centralized ADP sexvica.

5. gwcozﬁyWQATIONS

For purpoeses of ADP DWaﬂang, budg
control in CIA, it is recommended that the
be approved:

ceting, and managenent
follw initions

a. ' 2DP Equipment

Automatic data processing eguipment (ADPE)
means genaral purpose cormmercially availlable, and ma:
produced automatic data processing components and

I
the

hardware systems created from them rogardless of use,
size, capacity, or price that are designed to be applied

{
to the solution or processing of a variety of probl:ms
or applications. ADPE does not include %pecifi,s]ly
Gesigned equipment intended for a specific application
or a ccnaponent of a goneral purpcose uter system
which is imbeded in a larger equipﬁaq yskum intended
to satisfy a specific application.

b. ADP rzhgonnpl

-

ADP Personnel are those individuals connected
with ADP or ADP-reclated support funciions (e.g., ADRP
policy and management OfflClalS, systems development,
applications development, and operations personnel, etc.),
Included are personnel from ADP user organizations
orincipally assigned to ADP support functions in support




e,

Q\
[ ' . \ £

L
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of others in the user organiraition. However, personnel
in uscr organizations who siiply use ADP incidental

to the performance of their primary function are not

o ke considered ADP personnel.

25X1

Clifforo 00— T
Dircctor of Data &L, css1ing
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ROUTING AND RECORD SHEET

SUBJECT: (Optional)

FROM:

Control of ADP Resources in CIA

NO. o

STAT| D/ODP/TOA . —
2-D-0G HQS. : 24 MAR 1981 o
TO: (Officer designation, room number, and DATE ' . R
building) . C QFFICER'S COMMENTS {Mumbe: each comment to show from whom
INITIALS fo whom. Drow a line ocross column ofter each comment.}
RECEIVED FORWARDED .

1.
ADDA,

BX—4

2.

4.

6.

?.

[ 0.

Bill:

Attached is a brief report on
the the ALP Resource Alloca-
tion System, including a few
words of tackground and de-
scription of the way the
system works and a bit about
its benefits. It closes with
a paragrarh on the re-
lationship between chargeback
and our me&jor resource prob-
lem, which is, of course, the
availability of personnel for
applicaticns development. We
have also prepared a brief
summary wicth a series of
bullets highlighting the main
points.

1f this. dces not meet your
needs or if yaou want us to
expand upcn any of the points
made- here, please let me . _

kriow,

As noted parenthetically in
paragraph 5, because of un-
certainty relating to the

role of tre Executive Com-
mittee under the Agency's

management, we have not
had the opportunity to

present our annual ADP repory
for 1981 to the Executive
Committee. '

new
yet

fof Eruze wo wnrin 38
Bruce Johnson

Att: a/s

o 610 e
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